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PREFACE 


This paper deals with the field of military staffs, and places spe- 
cial emphasis on the naval staff concepts. It was undertaken in an 
effort to help the writer understand more fully the importent role of 
staff machinery in the Navy, and to develop an appreciation of the sound 
and tested staff organizational devices. 

The contents of this paper have been gleaned from as wide a variety 
of sources as was available. iJ wish to acknowledge in particular » the 
stimulus of the writings of the following military officers: Captain 
S. S. Miller, U. S. Navy; Captain F. A. Dingfelder, U. S. Navy; Lt. Colo- 
nel J. D. Hittle, U. S. Marine Corps; and Lt. Colonel F. M. Arthur, U. 5. 
Army. I am greatly indebted to these officers, and feel that this study 
could hardly have been brought to fruitation had it not been for their 
enlightening writings. 
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No major armed effort is better than the 


staff that is directing it. 








CHAPTin I 
THTRODUCTION 


The course of instruction in the Navy Graduate Comptrollership 
Program at The George Washington University, aside from its primary 
mission, that of developing officers for the comptrollership function, 
has served to stimulate motivation in many directions in the field of 
organization and management. One of these directions has led to the 
feeling of inadequacy regarding kmowledge in the field of nilitary 
staffs, their organization and function. 

Perhaps the major impetus behind this feeling was inspired by the 
area of doubt that surrounds the difficulties involved in attaining 
coordination between the line and the staff personnel in industry. 

Although mich has been written by business theorists regarding 
organisational principles and concepts, as well as techniques, systens, 
methods and procedures, top management is still searching for the answer 
which would permit more effective and efficient management of large 
industrial complexes. The theorists are in general agreement that the 
line and staff coneept, so common in big business, was adopted from the 
military services, however such modern oritics as Lewpawsky, Dale, and 
Urwick allege that industry has never fully understood the military 
erganization they had adopted for use. 

This suggests that big business, the organisational giants, have 
thus far been experiencing difficulty in evolving a simple, single sys- 
tem that would be easily adaptable to all types of enterprises, and one 
which would fulfill the managerial problems of directing and controllin” 
large industrial complexes. This is indeed a challege for all military 
personnel involved in the field of management. The mechanics and tech- 
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niques of the present staff system of the military forces have proved a 
practical and efficient instrumentality. The writing of this paper was 
undertaken in an effort to learn more of these available techniques, and 
to this end has bean richly rewarding. 

In seeking material for this study, one is struck with the abundance 
of literature dealing with the command and staff structure of the Army. 
Gonversely, the absence of material from the pens of Naval writers is 
apparent. There are those who have produced able discussions on the 
principles of war, certain tactical theories, and many of the abstract 

features that make up the profession of arms afloat. Rarely, however, 
does one find in writing a direct reference to the techniques or the 
evolution of naval staffs. | 

in attempting to present the command and staff stracture of the 
military service, special emphasis is placed on the naval concepts and 
principles. in addition, the discussion is oriented to a naval opera- 
tional staff at about the task force comaander level. Space does not 
allow discussion of administrative staffs, which of course vary some- 


The former concerns itself with personnel administration, basic train- 
ing, and initial conditioning of ships and aircraft. The latter, are 
more concerned with the overall training for combat and in planning for, 
and the supervising the execution of combat operations. The basic ideas 
of staff functioning and organization are, however applicable to any 
staff. 

The material is necessarily limited in scope and in detail, and is 


what from operational staffs due to the basic functions they perfora. 
diacussed in five parts. First, pertinent historical data are briefly 
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presented (Chapter II) as background material. Then some uaderlying 
philosophies surrounding naval staff concepts (Chapter III). Next is 

a discussion of the fimdamentals (Chapter IV) followed by the functions 
and organisation of naval staffs (Chapter V). Seme typical naval staffs 
are illustrated and analysed in (Chapter VI), and finally the conclusions 
dvavn from the study (Chapter VII). 
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CHAPTIR II 
EVOLUTION OF THE MILITARY STAFF 


The modern military systems of land and sea forces are the products 
of no particular age. Rather they are the products of many centuries of 
military evolution. Military staffs due to their dynamic characteristics 
are in a constant state of flux, continually endeavoring to keep pace 
with the changes in the scientific, secial, and political fields. 

Steff instrumentalities cannot be considered independently from the 
nature of warfare itself. Until the nineteenth century, military organi- 
sations were small compared to modern standards. The concept of com 
pactness was effectively used until the introduction of gunpowder. In 
that the armies and navies were instruments of the sovereign, they were 
commanded by professional and mercenary officers who controlled the 
entire force in battle. Mooney and Reiley wrote: "Campaigns may cover 
large areas, but on the actual battlefield, the armies were well concen-~ 
trated."1 From the French Revolution onward warfare became a national 
endeavor of concern to the entire population. It wasn't until Werld 
Wer I that the concept of total wer emerged. Kear areas and non-combat- 
ants, formerly immune to the horrors of war, found themselves involved 
in the fight for existence. It remained however, for World War IT to 
drive home ths significance of total and global warfare. World War II, 
the greatest struggle ever, brought an estimated total of 93,000,000 
into direct conflict.* It involved practically total mbilization of the 
participating nations. To the United States 1+ meant 1),,000,000 citizens 





I. James D, Mooney and Alan C. Reiley, Onward Industry (NY 
Harper Brothers 1931), p.298 


2. General George C. Marsall Seinen of the War in Europe 
and the Pacific (NY Simon and Shuster 195), pic 
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inte the military services. Within such a frame of reference has the 
military staffs evolved. 

Historical Evolution. It is not considered within the scope of this 
paper to explore in detail the evolution of military staffs from antig- 
uity. However, it is considered that for background material, something 
of a summary review would be of value. 

The roots of the mdern military staff were clearly discernable ag 
early as 1500 B.C., whem the Egyptian armies contained a separate logis- 
tical agency with distinct titles for the supply officers  Funetional 
specialists were clearly in evidence by 500 B.C. within the Persian 
armies of Darius. They were; Intelligence, Supply, Administration, and 
Engineers. The function of operations officer did not emerge until the 
late sixteenth century. fo the seventeenth century, Hittle summarizes 


Essentially the story of how, through custom and necessity, 
certain specific duties gradually were assigned to the various 
officers ¥¥ were part of the headquarters persomel of the 
commandex. 


The general foundations of modern staffs however, stemned from the 
imevations of Gustavus Aldolphus between 1621 and 1632. His concept of 
euch special staff assistants within the headquarters was the genesis. 


According to Hittle: 


From the standpoint of the evolution of the modern staff systems, 

the histerical evidence strongly supports the contention that all 

European staffs stem from the system of Gustavus..... All changes 
after a might well be considered as variations on the basic 
theme. 


3. Department of The Aray, The Senior ROTC Manual, Volume iil 
(First Edition; Washington: The Adjudant General 198) p.265. 


4. J. D. Hittle, LT. COL. USMC, The Mili Staff 
(Harrisburg: The Military Publishing Company 19h) p.9. 


5. Ibid., Ppe 38-39, 
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Frederick the Great laid the cornerstone of training and education 
in creating and maintaining an adequate command and staff system. He 
had little use for large staffs, but realised the need for proper organi- 
gation and for the necessity of an intellectual foundation to support the 
staff structure. Through him, Prussia became the first nation to estab- 
lish a permanent organization to educate and qualify staff officers 6 

From the Napoleonic era came the notion of the coordination of the 
staff and true delegation of authority. Under Napoleon, the chief of 
staff coneept emerged; as the coordinator of all staff activities and 
the expeditor of the decisions of the comman 





er. Delegation of authority 
and supervisory power became recognized in staff operations. Staff tools 
and procedures were perfected. /! 

The Prussian General Staff under the guidance of Moltke, perfected 
the Napeleolic conc 





pts and ereated centralized command. Under this 
system were perfection of staff efficiency and the divorcement of the 
commnder from active participation in battle lsadership -- rather he 
beeane the director of large scale complex combat operations. 

The great German General Staff was simply an extension and refine~- 
ment. of the Prussian concepts. Efficiency was the keynote of such staff 
operations.® the French and British General Staffs were, in large, 
adapted from the Prussian systen. 

In the United States an adequate staff system was slow to emerge, 
ites histery starting on June 16, 1775, at which time Congress took action 
te provide Washington with a staff. The system was essentially Fritish, 


6. Ibid., pp. §2-52. 
7. Ibid., p. 82. 
8. Ibid., pp. 58-59. 


~ 7 


rchieasty Mid qateisnr To exclewnyeg O22 biel dewxD ee dolmiort 
wl wnéepye Lists bes meno ebteypehs as 2 bai 
saps “yee, tc? teow eal tak ihes ied errata egal edt Sas bifric ome 
| Sroqupe od ‘nedtababed LantteLiavct de to ‘tenses eel qt ace oolden 
fates a! aeitun fetkt if anaes’ ataewtl ahd put? omen Tiade 
S.oworttle Hede vitlewp one odtaslle of noiveetnsyto Jurceteg 8 AGEL 
sid te mettaditewos wd to aolion eft qm sw dimeefleged eft mo? 
le ebro edd powiagel stat .Etisenica Yo neddegeleb evox las tiads 
be we ivigen Tieds £18 Yo TtsMtb<nes tld 68 {keguess Iqubtio; Wade 
ieldes Le coldige let .awbuameco alt Te enolalsab eid % wolibegee efit 
mx! Thee Lemissweo Theda i lesion? stlined toro yrealvwque bap 
‘potootioq ostw meubeoog bas 
med 2p FORME: WN (an qeecniel Ro Tale Xo wakdectoy exay secuRe 
od idee — qhiesimes elise? ot nett aqhaiteng erica mot bree 
ectiet Lie octegedwy oS ulignta gow Tied? frmmeD age demig eT 
iste dove Lo adergma ege sew Yom fo4i2e =. adgeunee mmicatT et to dem 
wyvel al yveew ttisde [emma deidtal Ses dort ot 8 asoteanege 
Lesdaye cAlanIT: odd govt badges 

et oF Sole ame okluys Stats adanpebs Wis eho dediai odd al 
[Pos howd SuatpatO walt Hoide te (ATL AL wails ao gadvatte yuedutd eds 
visita yiielvoonse gan mete wo? «| Diets 6 ihr covgaides! shivow o¢ 


















ee? eo _ biel mM) | 
tr, _ 
Wg ysbict 

QS yg yee «0 





ee 


and greatly inferior to the continental systems being developed. Wash- 
ington was later assisted by Yon Steuben, @ product from the schools and 
the campaigns of Frederick the Great. 

At the outset of the Civil War, the staff system was essentially the 
same inadequate Revolutionary staff system, and although some satisfac- 
tory changes were made, it remained relatively stagnant until after the 
Spanish-Aserican War, Commencing in 189), Secretary of War Elihu Root 
launched a campaign that was to culminate in 1903, when Congress aushor- 
ized a General Staff System for the United States Army. This first organi- 
vation provided little mere than the establishment of varicus committees 
to study the problems involved.? 

Theodere Roosevelt was less successful in his attempt to reorganize 
the Navy Department. Since the year 15),2, the department had been divided 
into administrative divisions or bureaus. Hach division chief was respon- 
sible only te the Secretary of the Navy, a civilian, who rarely possessed 
sufficient technical knowledge to perform the functions of supervision 
and coordination well, if at all. As a result, there was waste and con- 
stant conflicts of jurisdiction.2° 

To remedy the situation, the officers of the Line had long advocated 
@ permanent Board of Line Officers, which in effect would constitute a 
Naval General Staff. They envisioned the Board to have broad powers over 
the bureauag, and as 2 consultant to the Secretary of the Navy, on all 
matters pertaining to policy and administration. While this plan had 
mich te commend it, especially on pure military grounds, Congress opposed 
it, fearing that such a body would reduce the Secretary to a mere figure- 





9. Ibid., pp. 132-135. 


10. Hareld and Margaret Sprout, The Rise Of American Naval 
Power, (N.J. Princeton University Press 1939) p.275._ 
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head, in addition to usurping Congressional use of the Navy to better 
eerve political ains. 

Teddy Roosevelt however, with preparation for war utmost in his 
mind, championed the general staff idea. lie forced the issue before 
Congress in 190), but failed to receive any action. In 1908 impetus 
was again given to the concept, due in a large sense, to several grave 
charges instituted against the Department for the approval and the build- 
ing of battleships with gross defects, apparent only after they had joined 
the Fleet. This permitted a second drive for a naval general staff, 
headed by Admiral Sims and backed by President Roosevelt. The attempt 
was again wsuccessful, and could have not been otherwise due to the 
President's unhappy relations with the Congress./4 

At the outset of World War I the military services were inadequately 
organised and staffed. General Pershing recognized this and created 
staffs throughout the AEF organisation. This system stemmed from the 
British and French, and were war proved general staff concepts, although 
the French system predominated. By the close of the war, and assisted by 
the passage of the Overman Act in May, 1915, the War Department resembled 
& sound and respectable organization, organized functionally into four 
main divisions; Operations, War Plans, Intelligence, and Logistics. There 
was, in addition, added the Office of the Chief of Staff to serve as the 
overall coordinator of the four divisions.+¢ 

The period between the close of World Wer I and 1939 saw the lessons 
learned inoorporated into the National Defense Act. From 1939 onward 
many changes in organization resulted primarily necessitated by the nature 
of the global warfare aspects of the terrifying war to come. 





II. Ibid., p. 276. 
I2. Hittle, Op. cit., pp. 261-262. 
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GHAPTER Iii 
NAVAL STAFF CONCEPTS 


Chapter II discussed briefly the development of the military staff 
concept. Of necessity, the emphasis was placed on the United States 
Army staff system. It can be reasonably concluded, that this system with 
ites historical heritage, has been battle tested in two major wars, as 
demonstrated in the crucible of global and total war, and that it is a 
practical and efficient instrumentality. In the systen, the terms as 
used, that of staff, staff systems, and the general staff system are 
described as follows:! 

Staff. In the military sense, the staff of a unit consists of the 
officers who assist the commander in the exercise of command. Prefixing 
the word "general" to staff means that it assists him in commanding his 
organization. 

Special Staff. A group of technical officers operating as the con- 
mander's executive staff and representing the functions which the con 
mander's brain is supposed to encompass. It integrates the planning, 
programs, and the actions so that the functions are coordinated to pro- 
duce reasonable and timely plans for the commander to order his units to 
execute. In addition they are advisors to the general staff on technical 
matters. 

Agents of Command. The staff are agents of command, who in addition 
to formilating plans, gathering information, and transaitting orders, 
function as supervisory agents of the commander. They have vested in 
' themselves such delegated authority of the commander as he sees fit to 


give then. 





I. Joint Chiefs Of Staff, Dictio of United States Militany 
Terms for Joint Usage, (Washington, D. C., ios). 
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Chief of Staff. Functions to coordinate the efforts of the members 
of the staff so that details are smoothly dovetailed. 

Staff System. A system for the selection of staff officers. 
General Staff System. Such a systen 1s employed by most of the 
major armies of the world. There are four requirements before it can be 

said that a service has e@ general staff system.* They are: 

(A) Staff Corps. First there must be a General Staff Corps. 
Normally it is a closed service. The officers from the time of 
theiy entrance spend the majority of their careers in this duty. 

(B) Staff Schooling. Secondly there ms% be a continuous and 
progressive system of staff education in functions of staff work 
in ow and higher units. 

(C) Staff Doctrine. Third there must be in existence a set of 
staff doctrines in writing, and approved by higher authority, which 
preseribes the functions to be performed by the member of the staff, 
and the manner of execution. 

(D) 
essentially the same in all units, from the highest to the lowest 





wity of Staffs. Fourth, the staff organization is 


units subjected to staff organization. 

In direct contrast to the general staff concept of the Army, no Navy 
has ever employed a general staff system. This fact has considerable 
significance when it is compared with the fact that almost all armies have 
developed such a system, It is based upon the differing needs of armies 
and navies. Ponderous national armies need a general staff system, ai 


2.5. R. Shaw, Col., USMC, A General Staff System for the Navy, 
~ y Number 6, (US Naval Institute Proceedings, NY, August 1951), 
pp. 821-822, 
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least for the operational forces to engage in combat, naval forces do 
not. 

In theory, the command of a naval force is exercised by one man. 
in practice, the actual orders issued to govern the administration of a 
Fleet may frequently not eminate from the mind of the commander at all, 
but may simply reflect his policies, ox evolve fron instructions approved 
by hin. 

A staff organization afloat aims at accommodating itself to its om 
existing departmental shore stations and flest administrations, while 
preserving within itself the fundamental requirements of its command, the 
ideas, policies, ani the intentions of the commander it serves, of supply-~ 
ing him with the information that is essential to the discharge of its 
high functions.4 In this mamer, the commander is afforded the means by 
which he can impose his will promptly, understandingly, and unquestionily 
upon his subordinates. 

Naval theorists suggest that it would be an csrror, under existing 
popular conditions, to form an ideal organization for a suprane feneral 
start for the Navy, except as an academic diversion. Rather the form- 
lation of detached staffs afloat conform to tha restriction imposed by 
the unique aspects of sea warfare? 

It is generally felt that the ultimate objective of 2 naval com= 
mander is the defeat of the enemy in battle. To accomplish this, he must 
have &@ weapon, ability to use the weapon, ami plans for the weapons use. 





3. Ibid., p. 283. 


4. C. S. Freeman, Capt. USN, The Exercise of Command Afloat, 
Volume 331, (U S Naval Institute Proceedings, September 1930) pp. 779-791. 


5. Ibid., p. 785. 
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In Naval warfare his weapon is the fleet and the personnel who man the 
ships. His ability to use the weapon depemis not alone on hinself, but 
upon those who are to him as are the brain impulses motivating the 
warrior — his staff. His plan for using the weapon must be based on a 
knowledge of his opponent ang his opponent's weapons. In high commands 
the knowledge required of commanders is actually beyond any one man!s 
capabilities and wpothtine. Here we find the root of the need for 
effective staff operations. 

Bvolving as they did from their modest beginnings in the Navy, 
(simply a Flag Lieutenant and Flag Secretary), in which the commander 
was able te personally perfern all the functions of command, staffs have 
grown gradually to such proportions thet they continually warrant thorough 
examination and analysis. There has been from time to time agitation in 
attempts te foster the army gmeral staff systen to naval staffs es pre- 
viously indicated. It is generally felt that such is doomed to failure 
as long as the navy is without a supreme general staff, nor is it probable 
that even with such 4 suprem staff, tho organization of naval staffs 
afloat would follow along army lines. In lend warfare, in its purely 
ebjective and material aspects, there is no real counterpart to the flest. 
The sharp differentiations made in the army between staff duties and what 
are classed as technical and administrative staff duties, ars net at all 
in harmony with present naval organisations, nor with commonly accepted 
naval. concepts of organization. Insofar as possible the fleet must be 
fit fer fighting at all times. The commander must have at hand at all 
times the agency for keeping him in intimate touch with all the phases of 
his exercise of command. In other words maintenance in any concept of 
neval organization is primary ond elemental. As expressed earlier, it is 


cid oem ely Soumoetoy et hes dwell, add ei nogeew edal puelute Lavell af 
‘ww ,Rfonab! se enole ton abaeqal, coqsew et ee. ot y'iits ell agi 

ocd prbisvites aoeloqul ated oft 1a ex hut of ors ede seed? noqe 
; 00 heetd ed deum nocser off yalevrel caf aim Wide eid — gobo 
Such yh. ok .wocqecr oi dmmoyyo eit bee dutmweqe wid Le egtoiigend 
clue sco yle Bregd YLlawss ei qrubiunemer to bbsinoe: epbeleent oul 

TOl sean edt 2c toot edt batt ew evel .eetdiaaga hae ae bt bibvieg®s 

cred ef of eyniamtged ¢sebom wtedt met sth yout as yuiview =~ 
an wi'tede cameos to acoivoms ols Lie mutseq yitanceiag of elds skw 
eS Sasrvow YLlamiitnos gedd gait snuléiuquig dope ov YLlaubery avon 
tow ic digs sat? of at? mov. awed pad seed wwleylane Oa aohdenicads 
“og 28 etteve Loven of omtays Wads Lemceg yom ede pdeel ct etguedts 
rmiis: ct bemooh ai mows fact ifei —iiswneg ef 2D .feeaodhnh Yieoody 
ewe Sh et wn , Views Lenneg emeiese & dzone Gi Gres wit ea guol es 
ertecz Levan ts netsaatomyro ect | Leda ememyce 2 fowe Cohn cove seed 
"see ed) ni ctetrey heel of Jace yee gyefs wolicl Miwon seofie 
ww os vseqmdareo Jom, on sl ouand ,eteaghe fatsedan lem evidwetio 
W ae cal dey Lieve comerded yrs odd <b Gham aietseidnesettib quate ed? 
ig on dog U23 piveb Thats eviveutucelmte Ans Golson? a iweetlo ors 
mJcaves tiawmen diy imo ,erotdsaineygre Levan deserig dtr ywoered mi 
iia dm ood 29 owed doom velcumoo odT wads Jia te goutddgtt sek ght 
eegady old Lia aliw aovet stamifnt at aid palque seh yoowgs ect vomit 
Xe Jqneren Yao ut gumegeta ten miToH wo el stems Yo-eelovexe asd 
(i ,wolitse bespemye bh .Lataenelo ane Weng wt t sottentnasxs Leven 





ob. 


the function of making and keeping the weapon ready for use --——— the 
foundation function. With the essential aid of information, appropiate 
plans can be drawn to conduct operations which through communications 
culminates in action, the reaction of which is reflected in the secre- 
tariat. 

Aetually, sound organization is essential to effective staff func- 
tioning. The Navy unlike the other services, dees not have a definite 
or dogmatic organisational plan which it adopts. it is felt that this 
is a good thing as it permits the commander to exercise his own iceas of 
organizational techniques, and to mold his staff closely to the peculiar 
requirements of his command. In view of this organisational freedon, it 
could be expected that wide variations in naval staff structures occur, but 
gach is not the case, and one finds various echelons of comnand confora- 
ing to fairly standard patterns. This is due to three things: First, 
most naval comaanders, from practical experience, have in common, the 
appreciation of the practical application of the basic principles of 
organization. Secondly, the actwal functions of comnand are comparable 
in similar organizations. And thirdly, patterns of staffs tend to be 
influenced by initial allowances predetermined by the Navy Department 6 
A commander normally has a choice as to individuals, but the muabers 
ordered to him are based on known requirements and availibility of pere 
sonnel, 

Thus with other factors being equal, one can see wiy similar staff 
commands adept structures that lend towards standardization. 

Of passing interest, although not particulerly pertinent, the Navy 





6. F. A. Dingfelder, Capt. U.S.N. "Naval Staff Organization 
and Functioning" Naval War College Information Service for Officers 
(January 1952) p. 25. 
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Department can be described as operating under what can be described as 

a parallel type of organizational structure as opposed to the Aray Gen- 
eral Staff system. This is shown in Figure 1. Here is found the Chief 
of Naval operations under the Secretary of the Navy heading up the oper- 
ating forces (field forces) of the naval establishment, one of the paral- 
lel branches. Another parallel branch is the business and administration 
establishment of the Navy, headed up directly by the Secretary's civilian 
assistants. In this branch are the bureaus and the offices of the Navy 
Department. Between these two branches there is provided a considerable 
amount of cross connection among the various bureaus and offices, and 
the policy level of the Chief of Naval Operations. It should be noted 
that this parallel type of organization has been in existence for over a 
century and a half. To use this as a criteria alone would be foolhardy, 
but it does indicate the durableness of its features. There have been 
various changes and additions over the years to provide for the technical 
progressions in naval warfare, and for the changes in the size and scope 
of operations. It is most interesting to note that the basic structure, 
the framework has remained the same. 

An examination of any organization must take into account the objec- 
tive or end product. In the Navy, this objective is to provide an effec- 
tive combatant fighting force. The experiences of World War II and the 
Korean Incident, the equipment and the tactics of the fast carrier task 
forees, (superior to any competitors, allied or enemy), indicate that the 


organization has produced a most satisfactory product. 
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CHAPTER IV 
PUNDAMENTALS OF NAVAL STAFF ORGANIZATION 

"To prepare the operation is to plen and organize; to see that 
they are carried out 1is_to and coordinate; to watch the 
results is to control" .t 
Although discussed previously, it is necessary to mention the "why" 

of a staff. Why is a staff necessary? Briefly, the many details inher- 

ent to any large organization makes it practically impossible for the top 
executive or commander himself to become involved with all these details 

and still perform his primary function of command. 

In diseussing the need for a functional and coordinated staff serv-— 
ice, Mooney and Reiley point out some very broad relationships between 
the commander and his staff as follows: 

Always there are too many things to think about, too many factors 
to consider, too many problems to solve, too diversified a knowledge 
required fer the solution for the unaided capacity for one leader to 
compass. Though all decisions must remain with the directing head, 
it is imperative that these problems should come to him pre-dizgesied, 
with all the thought and the research that organised staff service 
can bestow upon them. The staff is an extension of the personality 
of the executive.’ 

_ From the above it can be concluded that the staff can provide the 


means by which the com 





der multiplies and maintains his mental capeci- 
ties, energies, ekilis and his capabilities. Thus, he is able to exer- 
Gise command of his forces, accurately re-appraise the current situation, 
and by constant foresight and initiative, formulate sound decisions; 
issue timely plans and directives; and maintain adequate force ani drive 
to execute his will. | 

What, in general, are the functions of the commander? An accepted 





1. M. Henri Fayol, cited in Army Service Forces Manual M7Q3-I, 
Control Manual, (Washington: Headquarters, Army Service Forces, Warceh 20, 
9 Pe 





2. Mooney and Reiley, op. cit., p. 299. 
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definition of these functions is: 

“To authoritatively and effectively control and direct the forces 
assigned him in the successful accomplishment of his assigned mise 
sions", 

An analysis of the functions of the commander shows that they include 
the functions of his staff, and can be illustrated in algebruic fashion 
as? 

A=B+C 
Where A= Functions of the commnder 
B= Functions of the staff 
C= Ineremental functions that the commander alone can 
perforn.4 

It should be clear from the above, that the functions of the con- 
meander (A), equals the functions of the staff (8), plus the inerenental 
functions (C), which the commander himself, alone must perforn. 

If the commander is not provided with a staff, then he must perfora 
all of the functions and we have A minus ©. But when he does have a 
staff, which is a must in the higher commnds, his functions are equal to 
the functions of his staff plus the incremental functions that he alone 
must perform. These later inoremental functions include the making of 
the decisions and the bearing of the full responsibility for everything 
his forces do, or fail te do, 

To complete this equation, we find that 5B, the functions of the staff 
ean be derived from its mission: 


The mission of the staff is to assist the commander in the dis- 
charge of his comnand function. 





3. S&S. S. Miller, Captain, USN., “Naval Staffs", Naval War 
College Information Service For Officers, (January 1952) p. hl. 


. Ibid., p. 4. 
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The staff should perform the following tasks for the commanders 

I. Gather and evaluate detailed and accurate information in 
order to advise the commander on all phases of the existing situa- 
tion; strategical, tactical, and logistical. 

2. Develop policies and prepare plans, schedules, and directives 

for the commander, based upon the mission and directives from higher 

authorities. 

3. Disseminate information and directives to subordinate con 
manders, and information and reports to higher authorities; rapidly, 
ot pai and completely, in the execution of the comnander's 
duties. 

In order that the staffcan best assist the commander in the exer~ 
cise of his command, they must have a thorough widerstanding of the 
policies of the commander, and be acquainted with the subordinate con 
meanders and their units. Under the basic purposes show, the duties of 
a staff may be grouped under the following main functions: 


i. Provide information required by the commander te plan and 
conduct operations. 


2. Make continuous studies of the situation for anticipatory 


3. Submit recommendations as to policies, plans, and orders to 
the commander in compliance with the directives or own initiative. 


4. Translating the decisions and plans of the commander into 
oxders, and causing them to be disseminated to the comaand. 


5. Exvereising such supervision as may be directed to insure the 
earrying out of the intentions and policies of the commander. 


The first function is to "provide information". This all important 
function provides the basis for Sound Military Decision.’ This necessary 


5. U.S. Naval Wer College, Principles of Naval Staff Organiza- 
tion (Newport, R. I. Undated) p. 1. 


6. Command and General Staff College, FM I0I-5, General Staff 
Officers Manual, Draft, (Ft. Leavenworth: Ths College, 1947) pp., 10-11. 


7. U.S. Naval War College, Sound Military Decision, (Newport, 
R. I. 19),2 ) Dey 10. 
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information on own and enemy foross, and other tangible and intangible 
matters must be constantly obtained from every fruitful sources svaluated 
and analyzed to insure that it is sufficiently detailed and accurate to 
permit the commander to make sound strategic, tactical, and logistic 
plans. This information must be disseminated to all friendiy commands 
who need to know, ag well ag within the staff itself to insure coordi- 
nated staff action, 

The second function is that of "anticipatory plamning", It entails 
making a continuous study of the situation and preparing plans for possi- 
ble future contingencies in the fields of strategy, tactics, and logistics. 

The third function is making recommendations for the "plans and 
orders", based upon the wission of the commander, and also on directives 
received from higher authority. 

The fourth function is "translating" the comnanders decisions inte 
"directives". This function ineludes the transmission of such directives 
accurately, surely, and in timely fashion to the properly designated re- 
cipients. 

The fifth fimetion is "supervising and evaluating". To the extent 
authorised by the commander, certain designated members of the staff super~ 
vise the execution of the plans and orders, and take such action as is 
necessary, always in the name of ths commander, to insure the commander's 
intentions are carried out. The evaluating function concerns itself with 
the results of the planned action, in order to apply lessons learned to 
future operations, and planning. 

There are specific findementals of good staff organization. A de- 
tailed listing of these principles is listed in Appendix A of this paper, 
prepared by the Congressional Comnittee on the Investigation of the Pearl 
Harbor attack. They are actually the “inner workings" to allow the staff 
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to function properly. These fundamentals are not dogmas or all inclusive. 
They are merely guides which the commander and his staff thoughtfully 
consider and use, as appropriate, in organizing and operating their staffs, 
and their sub=staffs. | 

These fundamentals, when broken down, actually fall into two types, 
Static and Dynamic. 

The following are the Static fundamentals of staff organization; 

I. Unity of Command 

2. Span of Control 

3. Homogeneous Assignment 

4h. Delegation of Authority 6 

These fundamentals are termed "static" because they are fixed, 
"standing still", and are the framework or matrix in which the staff 
functions dynamically, as living organism. They are the skeleton which 
does not become dynamic until fired into action by the dynamic fundanen- 
tals described later. 

The first of these fundamentals is “unity of command". Napoleon in 
one of his Maxims stated: "Nothing is more important in wer than unity 
of command" ,7 Nearly three quarters of a century later, Von Moltke, 
famous chief of the Imperial German General Staff said: 

"Doctrine is to the soldier what policy is to the statesman. 

—Miates tae 

This fundamental provides that the ultimate control of all action in 


8. Miller, op. cit., p. 6. 


9. Colonel C, H. Langa, Napoleon and Modern War (His Military 
Maxims Revised and Annotated) (Harrisburg: The Military Service Publish- 


ing Company, 1943), p. 85. 


IO. Golonel H. LeR. Muller, Techniques of Modern Arms, (Harris- 
burg: The Military Service Publishing Company, 19])0), p. 53. 
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any organization must be vested in one individual at any organizational 
level. One "commander" is located at each controlling isvel. This is 

a must for all good staff organizations. Each individual must know his 
job, and must know "to whom he reports", and who reports to nim. In this 
way unity of staff action can best be assured. 

The second fundamental is "span of control", This fundamental de~ 
fines the optimim number of individuals to be controlled from a central 
source and the considerations associated therewith. The commander should 
not control too many individuals nor too few directly. The commander 
must also consider the space and the time magnitudes which separate hin 
from those subordinate individuals over whom he exercises direct control. 
Current theory has it that the nuaber of subordinate individuals directly 
controlled by the commander should not be less than three nor more than 
seven. This bracket permits the commander to operate at peak efficiency. 

Many writers of business literature have attempted to fix uppermost 
limits upon the number of subordinates which a principles can supervise 
effectively. The mwunber has generally run from three to six. Other 
writers have suggested that no rigid upper limit exists, but that any 
limit over seventeen or cighteen should be in suspect. Gulick and Urwick, 
however, state: 

"In actual practice it is necessary to investigate the relation- 
ships of concern to the executive, rather than to depend uvon the 
mere muabers of employees in his division". 

Perrin Stryker, in discussing span of control, reports that Fish 


and Dale, and others of note, in their investigations of span of control 


II. L. Gulick, and L. Urwick (eds) Papers on the Science of 
Administration, (Institute of Public Administration, 1937), pp., I81-188.; 
cited in Newman's Administrative Action, p. 26I. 
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in industry have found key executives supervising from eight to twenty~ 
five. Te 

The third fundamental is "homogeneous assignment", derived from the 
Greek “homos"~-meaning "same", and "genos"——meaning "race" or "kind". it 
means as we use it, same assignment. As applied to crganizations, this 
fundamental requires that units or individuals within an organization 
should be assigned to tasks which are of the same kind or related nature, 
taking advantage of each individuals training and natural aptituds. Thus, 
an individual trained in aerology would be assigned to the Operations 
Department rather than, say the Logistics Department. 

The fourth static fundamental is "delegation of authority". Although 
the responsibility of the commander cannot be delegated, the authority of 
the commander can be delegated by himself if he so desires. 

In this regard, the doctrine promulgated at the Command and General 
Staff College is as follows: 

While the heads of staff sections are often given wide lattitude 
to issue orders and instructions in the implementation of orders 

and policies of the commander, this authority is always delegated 

and is exercised in the name of the comnander. This delegation must 

be the subject of constant review and inspection. 2B 

in a gtaff, no staff officer, acting in that capacity alone has any 
authority to command whatsoever. The commander, on the other hand, can 
and does authorize certain members of his staff to act for him on pre- 


determined matters and within strict policy limits which he has establish- 


ed. All staff officers thus designated act in the name of the conmander, 


i2. Perrin Stryker, "Can Management Be Managed?", Fortunes 
(July 1953), IO0-IOL, 138-Z):d;. 7 7 


13. Command and Staff College, Advance Sheet IOIO, Principles 
of Staff Organization--I1 (Fort Leavenworth: The College, 1947), p. I. 
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and the responsibility for their actions remain with the commander. 
Next, let us examine the Dynamic fundamental of staff organizations; 
they are: 
I. Selflessness—lLoyalty 


Honesty 


Knowledge 


Judgenent 


Human Relations 


Cooperation 


Coordination 


Collaboration 
Timing Ih 
There is no necessity of going into detail of all of the nine funda- 


Oo ON Ow F&F WwW WD 


mentals listed, as they are covered in any book on leadership. Suffice 
to say that selflessness of staff officers is an essential part of the 
dynamic fundamentals of good staff functioning. Every staff officer mst 
submerge his om desires; he must work for the good of the commander, and 
once a decision is reached, support the commanders decision as if it were 
his om. The staff officer is completely honest and frank with his con~ 
mander and associates and he thus avoids misunderstanding which undermines 
dynamic functioning. A staff officer must, in order to contribute most to 
the success of his commander, have well founded knowledge and his judge- 
ment must be sound, endeavoring at all times to increase his knowledge and 
improve his judgement. In his human relations he is tactful, forebearing, 
and friendly; he is willing to accept responsibility when given to hin and 


Th. Miller, op. cit., p. 9. 
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strives to work in harmony with others. He should endeavor to gain full 
respect from his fellow staff assoclates by insuring that his motives in 
all matters are beyond question. The "Golden Rule" of a good functioning 
staff include; cooperation, coordination, and collaboration. The Chief 
of Staff is responsible to see that the actions implied by the "three 
golden C's" are carried out. in addition, the Chief of Staff makes every 
effort to insure that timing in integrated staff work is carried out and 
fully accomplished. 

The delicate relationship between the Static (S) and the Dynamic (D) 
fundamentals of staff functions (F) can be compared to a set of delicate 
scales. When (S) and (D) fundamentals are in balance on the pivot (F); 
the best coordination is achieved, the organization is sound, it func- 
tions smoothly, and the commander is free to most effectively do his job. 
He is relieved of the details, and can devote his attentions to perform 
ing his primary tasks. 

If however, an over emphasis is placed on either the (S) or the (U) 
fundamentals, the balance is disturbed, and the organisation ceases to 
function properly, and it will be necessary to counteract the situation 
with an over emphasis on the opposite set of fundamentals. 

None of the above three considerations can be neglected in organiz— 
ing and operating naval staffs. The staff must perform their designated 
functions, they must be organized along sound static fundemental lines, 
and that their functioning is assured by the timely and proper application 
of the dynamic fundamentals. Over emphasizing either the static or the 
dynamic fundamentals must be avoided. 
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CHAPTER V 
FUNCTIONS AND ORGANIZATION OF A NAVAL STAFF 


As stated previously, the functions of the commander was "te author- 
itatively and effectively control and direct the forces assigned him in 
the successful accomplishment of his assigned tasks". 

this general functien may be specifically subedivided into two broad 
categories: 


I. Operational (leading to the direct accomplishment of the 
assigned mission) 


2. Supporting (permitting success of I above) + 
The broad categories are further sub-divided into many functions 
which will be listed in the various illustrations which follow. Uowever, 
an analysis of the many functions shows that they all can be included 
under gix major headings as follows: 
I. Decision 
2. Intelligence 
3. Aduinistration 
h. Operations and Plans 
5. Logistics 
6. Comaunicationsé 
Sines all functions of command can be segregated into these six 
major categories, acceptance of this segregation of functions as a basis 
for divisional organisation of a naval staff can be accomplished. 
If this is done, a basic organizational plan of e representative 
staff can be arrived at, and is show as Figure 2. Here we see the con- 
mander and his two aides, the Chief of Staff, and under the Chief of Staff, 





I. F. A. Dingfelder, op. cit., p. 25. 
a. Ibid., pe 29. 
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the five divisions mentioned earlier --~ Administration, Intelligence, 
Operations and Plans, Logisties, and Communications. The primary and 
important function, that of Decision will of course be performed by the 
commander himself. 

This plan is recognized as the basic structure upon which practically 
all naval staffs are organised. 

It should be noted that the staff divisions are numbered; N-~I, N-2, 
eo « o-5. The first four divisions cerrespond to the Army "G", and the 
Air Force "A" divisions. Current policy recommends use of the division 
numbering system by naval staffs due to the ease of laison between the 
services, and intra-staff functioning. Commmications is degignated as 
H-5, and if any additional divisions are required, they could assume the 
number N-6, and so forth. If the staff were organised along joint lines, 
the divisions would be numbered; J-l, J=2, es. @48., and for a com 
bined staff; C~-I etc. The title Assistant Chief of Staff is a desirable 
title adopted in the larcer staffs, whereas in the smaller staffs, the 
title of Administrative Officer, Operations Officer, etc., is more appro- 
priate. With such a basic vlan it is an easy matter to assign homgene-~ 
ously, the various functions which a staff must perform, to appropriate 
staff divisions. We then have the detailed functional charts, indicative 
of those shown as figures I through 9. 

Figure 3 shows the position of the comeander and his two aides. 
Under the commander there is assigned the functions of Decision, sueh 
matters as concern basic policy, commendations, discipline, and mral. 
The Flag Secretary, in the position shown acts only in the capacity of 
an aide, but normally has ether duties as head of the Administrative 
Division. In addition to the principle duty as personal aide to the com- 
mander, The Flag Lieutenant is normally assigned the duties of Flag Sig- 
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nal Officer, and the Division Officer for the enlisted parsonnel of the 
Flag allowance. Hoe is also normally responsible for the timely and prop- 
er rendition of honors and salutes as well as the conduct of official 
ceremonies, in addition to supervising the operation of the flag boats 
and automobiles. 

Figure |, shows the position of the Chief of Staff. In addition to 
his duties ag senior aide and advisor to the commander, he is responsible 
for coordinating the work of the staff, and for insuring that the policies 
and the plans of the commander are carried out in accordance with his 
intentions and will. The Chief of Staff must be a dynamic, intelligent, 
and industrious officer for this important focal point of any smooth func- 
tioning staff. 

Figure 5 shows the N-I, Administrative Division, which is normally 
assigned to the Flag Secretary, and includes official correspondence, 
files, custody of classified miter, except messages, etc. Also such 
matters as personnel, legal, dental, public information, etc. 

The N-2, Intelligence Division is shown as Figure 6. It collects, 
evaluates, and disseminates intelligences information. The Operational 
intelligence section may include special intelligence; such as tactical 
information on enemy movements. The Strategic Intelligence section nor~ 
mally includes estimates and studies necessary for future planning of 
strategic nature. This division is also responsible for technical and 
counter-intelligence, for censorship, and for the maintenance of the 
current situation or stratecic plot. 

Figure 7 shows the Operations and Plans Division. The Operations 
eection of this division is responsible for assigning and coordinating 
the units assigned to the command, and for dirscting the operations of 
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CHIEF OF STAFF 


(a) SENIOR AIDE AND ADVISOR TOTHE COMMANDER 


(8) STAFF COORDINATOR 


(C) RESPONSIBLE FOR EXECUTION OF POLICIES 
AND ORDERS OF THE COMMANDER 
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FIGURE 5 
ADMINISTRATIVE OVISION 
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FIGURE 6 
INTELLIGENCE DIVISION 
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FIGURE 7 
OPERATIONS AND PLANS DIVISION 
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these units. This normally includes such special operations as may be 
associated with a particular type of command. They will also be respon~ 
sible for Training and Aerology, as well as supervising the activities 
in the flag plot mentioned before. The Plans section includes both cur- 
rent and future planning, and the responsibility for maintaining Laison 
with other commands. 

Figure 8 shows the N-, Logistics Division, and is assigned such 
functions as supply, fiscal matters, repairs and maintenance of the fleet 
units attached to the comaand, statistics, etc. Here is conducted the 
important fimetion of financial management. Although not within the 
scope of this paper, it is personally felt that this represents a fertile 
area for the adoption of sound comptrollership concepts. 

The N-S Comnaunications Division, shown in Figure 9, provides such 
rapid coumunication facilities as will insure positive command commni- 





cation within the ¢ 
gion is also responsible fer the registered and classified publications, 


and with other pertinent comnands. This divi- 


for the operation of the message center, for commmication security and 
intelligence etc. 

This completes the discussion of the detailed functional charts. 
They are by no moans perfect nor fully inclusive. There are many addi- 
tional functions, and the assignments may vary. Nowever, the charts give 
a fairly good over-all picture of the functions performed by the staff, 
and in addition, groups the sinuilar functions within the various divi- 
sions to indicate the sxillis required by those performing then. 

in this connection, extensive thought should be given to the deter- 
mination of the ranks, skills, and the qualifications of the staff men 
bers who are required te perform the duties listed, and to the establish- 


~ hw 














af ger as enulvexoqo Laloeqe dowe solusionit ¢fimewen eldT .adiew esed?d 
ogee: od eal® iit qacf .laummmco to eqyt selnoitung a tin bedst 
eeivdivilce esc geinivesqie 6a Llew ma ,ygoioned bose griictew? vol eicte — 
-3 Oded wshiLonk noivoon acalt ocT .eroted teseitume volq galt eid mt 
celel gointednime sot yiiildtenoqee: est baw ,gatnnelg ewdvt bas snot 
ame bonpiees at pat rolelviQ gxelteigal tell eat swords 6 wargl® 
A eld Ic eanacedales bas vw ereedioe feonit .wiyque as euolsoayt 
ois fatovhowe et onell ears onan edd of necaan 
OAS aisgbe for dgredd Lh. tuommgecam inteasat? Lo sotto’ : ow , 
iol § evampetgos elit tent diet yUlamoevey at Jt ao : 
 BIQHVOMO qlile te Loadqmne —_ Lo nol¢gabs edt we 
foun wshtven; © onalt ai avods ~uolelvhd epostseiaume) 2 
imam bemmmen evidinog eweat ILie sa seisiliosl noséeotnmaecn | 
vid weiw? .ebsmmon Jueniiwed wedto (ify kes Bemmuwo ef? alusie 0 fine 
etcas.tuary be tenets bas bewedetpet eld 40% elitenoqaes oats vt aote 
as Vite mbbeniee wet et a * 7 
2998 soy! lt 
-odvalo iaceisont boltedes edt Io sotaauoall eit wedeLgeoo so 
ibe Qa ous wVOdT wvieuLask Lint = Se el 
3 atelo aco ,SovewO . fuer yer eimemepiegs ofS fms .encitoot Ieqott 1 
rhesu ect gf bewtelwe eoalsem? eft te ewmvelq Lis-reve booy Yitiet a | 
~ivib uvolwwr els cicdiw emetinant wlinia edt aquosg .nokilbbs ul inet 7 | 
welt qniesolteqg seeds yo hetingwr alltie ent ot¢soibnt ot enoia. 
ejab wad ct geri) es hiseia eegrott eviasetixae .goitcencos als al 

















mee Tisse add 15 
iidtwee edt cd baw ,bedetll eutvub ely axctueg ed fertupex ove ca etot 





wad bos ,etible ,2desy edd Yo nelveuie 


« $f— 


N-# 
ASSISTANT CHIEF OF STAFF 
FOR 
LOG/STICS 


4) SUPPLY 


B) FISCAL 

CG] FEPAIR 

OQ) MAINTENANCE 

PP SIAT S70GS 

A) NAVY EXCHANGES 





FIGURE 8 
LOGISTICS OIVISION 


PPS DD ELE FE TOE EE TELE ES, ELIT APO, aii Lees oe eee ee ed 
Diets RN em Rae ot AO: A, Renal PR ATID els Aertel el ashen MOE OF LEG LEEDS CE hop LORI Both TO 


| 


| 


Por WR ee eM ee ee be ae 





ae V\ 
AARC OAD ABNNS WAR LATER. 
AOA 
GOVTTASG A 


Se te Oe eet 





| 


¥ SAY WA 

ARITA We 

PARARA " 
ADMANAATMARAY | 

RD ISNTAT ENC . 

CRRVANO RAYNE TA 


TS AE Pe ap RE 2 SE eae eee eee 
EAE TOI OS ur Sa rN eee re ae —_ 


B ANYON 
\NOVTAN COV UG A 


| 
= 





2M « 


N-S 
ASSISTANT CHIEF OF STAFF 
FOR 
COMMUNICATIONS 


A) FAPID COMMUNICATIONS 
G) REGISTERED PUBLICATION S 
C) COMMUNICATION SECURITY 
DB £6M 

£) POSTAL MATTERS 

FE) MESSAGE CENTER 

G) COMMUNICATION CENTER 





FIGURE F 
COMMUNICATIONS DIVISION 


“eM 
FART BO AAAS WAN TALIA 
AgA 
VATA NOD 


a es i Oe 





TUAOTTRAADS. DEA (A 
LWOCRRDABNS CERETUIIA [|G 
NTARSIAL MONTROMARMMOD = (D 
WA 

TKATTERK SETUOR 
ARTWSD BORO GF 


“\ 


— _ — roan mer pen eerange CIN eR ARR RIOT ALO LTS A> WO FO ae O OC mETED 


OPE 
Eh eee 


> 


VARVW? 
WOON, UROTEROIANRADD 


: FSTASS VOXTRSWADD lO 








-37- 


ment of these needs in the staff organization. 

Combination position and functional charts should be maintained by 
every staff. They not only serve as a guide for assigning staff members 
to the division where maximun benefit cm te desiens from their technical 
qualifications and professional backgrounds, but also to serve as 2 con- 
stant reminder of the many functions for which the staff is responsible, 
and the division of that responsibility within the staff. They also show 
the position of every staff member and to whom he is responsible. 

The organizational plan discussed is of courses subject to such 
changes from time to time comaensurate with the commanders desires, and 
as time and experience indicate need for different arrangements. Never- 
theless, the plan described has endured the rigors of time-hardened tests. 
It embodies all of the principles of good organization which are prereq- 
uilgites of effective management, and which are so apparent in well managed 
industries, and sound naval staffs. (See appendix A). The nature and 
magnitude of the functions in each division will vary with the different 


echelons and types of commands, but some of all six major functions of 





mand will be found in each structure, thus forming the foundation. A 
staff should never be created from the viewpoint of assigning functions 
to individuals, but rather from the viewpoint of assigning individuals 
to positions in the organization. 

Before turning to typical naval staffs, it is felt some mention 
should be made to Completed Staff Action. This important concept in 
staff work follows closely the Command and General Staff doctrine: 

I. Make certain that he (the staff officer) understands the 


specific mission assigned to him, and the limitations, if any, on 
the scope of his work. 
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2. Consult with other staff sections, interested commanders 
and agencies to insure that he gains a complete picture of the 
background and salient factors upon which to formulate conclusions 
as to the course of action. 


3. Gonsider all practical courses of action and the favorable 
or unfavorable factors of each of then. 


li. Formulate the recommendations. The staff officer must be 
objective and evaluate both advantages and disadvantages of his 
recomnendations. 


5. Work out detailed steps required for implementation, indi- 
cating where appropriate, the plan for supervision. 


6. Reduce the results of work to succinct and clear statements 
which present the essential facts, show that all alternative plans 
have been considered, indicate the views of other agencies concerned 
have been considered, and give both the advantages and the disadvan- 
tages of the recommended action, 


Rules of conduct in following the principles of the above pro- 
cedure: Timeliness, thoroughness, and soundness. 


Another version of completed staff action was promulgated and dis- 
tributed by the Provost Marshall General, and appears as Appendix B of 
this paper. The value of this basic notion is attested to by the fact 
that since the original publication in 19)2, the Army-Navy-Air Force 
Journal has been asked for reprints by scores of leading firms, univer- 
sities, business organizations and libraries. The article is well worth 
detailed study by anyone interested in the concept and modus operandi of 
completed staff work. A somewhat condensed version promulgated, again, 


by the Provost Marshall General in wall plaque size appears as Appendix C. 


3. Command and General Staff College, Advance Sheet Iolo, 
Principles of Staff Organization, op. cit., pp. 3e4. 





piceusprt ong nna otis te mewoo [saitogny 
wen to dows to 








os Jeem mwol¥pe Fate ol .oncdteresecoes ot staluerct of oO 
vis to aged bes gep er lovie dios aetsuleve Gms evitostdo 
ee 


~ibot .welledceemlqed aT lwutopes wqadw belheaei Iwo seo 2 00lCl; 
Se SS ey oe PSPS Nee oe ea 
° es 
TESS Geb io One Tonkesve oc wtow Wo adinaet edt eoubell a” 
vif ovitueredis Lie Gawd woe gatos? 
Se winaye mOs Is one aw ofuthe wowbianey seed eva 
viseth uhy fete eeyadoevie ai £ hme Boueitns U oval 
© noi 3s* bebanmcee erlé io coast 


-vx oveee Odd 10 anletoriy oc galwalie? «i doubaco Lo mint 
tC epoehancs teh Sapatqueored® .tnsat | iene 


sid tes Sodeylcoty ge Gebtss Listy Bedelyou ‘to wolevev ever 

to xthae gc) ow eigsggk tao Lene!) Llatew tyovor) ead od hedeciin 
tout edt qT ot bade dts Wt aniver oltky e283 te wtkey ot .teqyey ota 
eor0! Sth rep gems out RO al wottactin Lendyiw dct cone! dallt 
cmguermeac amber bts dyevecs edt at boteevuided epogis qd yinve ie linseh 
“ses ,ledapianoty nolwie) Lomeiines tateeacs § ter Take hedetqned 














iiaeout Bf etisqos sete aqety Clow cli tome [Oemaet fceverl aly yd 


OP MR EE a Ee ee NE EERE WE AG 


g 40 Seesii eoasild ,oygelicd Tlas® Lewaewd les boremc? . 
O-£ gy ..d£9 «go bisesizegs Tage ip welatonts 








CHAPTER VI 
TYPICAL U. S. NAVAL STAFFS 


Having explored the relationships of the various fundamentals of 
sound organization as prerequisites to effective steff functioning, an 
analysis of typical naval staffs can now be attempted, and in addition, 
some comparisons to Army and Air Force type staffs. 

The Navy, unlike the other services, does not have a definite or 
dogmatic organization plan for universal use. The theory is that this 
permits a commander to exploit his own ideas of organizational techniques, 
and to fit his staff more closely to the peculiar requirements of his 
command. In view of this organizational freedom, a wide variation may be 
expected in structures of naval staffs, but such is not the case, and it 
is found that staffs at various echelons of command conform to fairly 
standard patterns. It is felt that this is due to three reasons: 


I. Most naval commanders have a common appreciation of the 
practical application of the basic principles of organization. 


2. The functions of command are comparable in similar organiza- 
tions. 


3 - The organizational pattern of naval staffs will tend to be 
influenced by the fact that their initial personnel allowance is 
generally predetermined by the Navy Department. . 

A commander may have a choice as to the individuals assigned, but 
the number is normally based upon known requirements of similar commands, 
and on the availibility of personnel. These factors explain the tendency 
towards standardisation with the “built in" important requirement of 


flexibility of the staff structure. 


I. Dingfelder, op. cit., p. 26. 
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Each staff is organized in accordance with the major tasks and mis- 
sions of the command in mind. Generally speaking, it can be said that 
there emerges a fairly standard rough pattern for both Operational (sea- 
going), and for Administrative (oft times shorebased) staffs. The Opera- 
tional, particularily in times of war, find it impractical to perforn 
many Of their normal administrative functions in the personnel and logis- 
tic fields due to security restrictions. Moreover, the housekeeping re- 
Quirements aboard ship restrict the physical size of the staff. in opera- 
tions, the shift of emphasis from one area to another, perhaps thousands 
of miles apart, make it mandatory that staffs be organized to handle 
varied and complex problems on the spot. Operational staffs must there- 
fore contain few men with many, many talents. The administrative details 
are handled, in large part, by the ships which house the staff, These 
ships, of course, carry their own specialists and gear, however, they too 
must be supplied with personnel and logistics support. These latter 
administrative requirements are met by rear echelon staffs whose mission 
is to preform the essential supporting functions. Commander Service 
Force Pacific is an example of an administrative staff, whereas Commander 
XX Fleet is an example of a seagoing operational staff. Discussion and 
illustrations of these staffs will follow, 

But first, let us examine a typical U. S. Navy ship organization. 
Figure 10 shows a typical standard ship organisation. In this case, the 
ship has the greater emphasis placed on its offensive power (gunnery). 
The Gunnery Officer is therefore designated as a department head rather 
than deck officer. 

It should be noted that Administration is handled at the Executive 


Officers level. Intelligence falls under both the Operations Officer and 
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the Navigator, who in turn supply the Captain with the intelligence 
information he needs to know. The operational and planning functions are 
of course the responsibility of the Operations Officer. From the point 
of view of logistics, there is a tie<in; all faliing under the Executive 
Officer, the participating departments are; Supply, Medical, Dental, 
Engineering, Gunnery, and Operabions. These department heads arc thera~ 
fore all tied in under the general classification of logistics, and are 
agents of the Executive Officer who sees that their logistical require- 
ments are coordinated with the Supply Officer. last, but not least, is 
Communications, which provide the means by which the Commander exercises 
his command; in this case we see that this function falls under the juris~ 
diction of the Operations Officer. 

Figure II shows the structure of Commander Service Pacific staff, 
the typical administrative staff that was touched upon lightly in the 
previous discussion. This organisation, which at first glance appears 
to violate the important static fundamental of "span of control", actual- 
ly does not, due to the dotted line for the six left hand brackets. These 
dotted lines are used to indicate that these staff officers have separate 
and additional duties as agents of the Commander in Chief of the Fleet, 
@ higher command. Due to these dual duties, an important laison is 
affected between Commander Services Forces and the Fleet Commander. 

Actually, the volume of traffic is low between the Chief of Staff and 
certain of these divisions. Thus, the Commander, through his Chief of 
Staff can afford to have more than seven people reporting to him for 
direct control, although the numbers continually controlled are considerably 
lower than the chart indicates. Of course if the commander possesses all 


the dynamic traits that are necessary in order to be capable of full con-~ 
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trol, as is frequently the case, the static fundamentals can be violated. 
Here is again demonstrated that the atin fundamentals are not dogmas 
nor all inclusive, and are violated in special and unique circumstances. 

Figure I2 shows the structure of the staff of Comménder 13 Fleet, a 
hypothetical typical operating staff as discussed before. Here is found 
the more usual tie-in across the board with no further comment or expla- 
nations thought necessary. 

An analysis of the sister services will now be attempted. Figure 13 
shows a typical Army staff. Here we can see the character of Army staffs 
which Navy staffs do not always have. Up at the level of the commander 
is found his personal staff, his aides and others. Others frequently 
inelude; Inspector General, Public Relations, etc. The Chief of Staff 
directly comnands the general staff, which as stated previously, is the 
segment that concerns itself with the general overall picture. In the 
Air Force, as will be seen, this level is called the coordinating staff. 
The general or coordinating staff is shown as G-I through Gl; in the boxes; 
Administration, Intelligence, Operations, and Material. Down below the 
general staff is found the Special Staff, comprised of officers who are 
specialists in their own fields; the Medical, Transport, Artillery, Sig- 
nal, ete. In the Army staff organization, the Special Staff Section 
Heads report directly to the Commander and not to the Chief of Staff. In 
some staff organizations, special staff officers also have dual roles, in 
that they directly command the technical troops asgigned to the command. 
It should be noted that a difference is evident in the Army and Navy con- 
cepts in respect to commnications (Signal) divisions. In the Navy, the 
communication function is at, what the army calls the general staff level, 


whereas in the Army it is at the special staff level. 
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Most Army staffs are generally organized along the same patterns. 

This characteristic is due mostly to the relatively fixed requirements 

for staff assistance to the commander in each organic element of the 

Army. The Battalion, Regiment, Division, Corps and Army, are of such | 
organic similarity that standard staffs for the commanders at their re- | 
spective levels are natural. In addition, this method facilitates aca- 
demic instruction in the preparation of staff officers for staff duties, 

and permits the shifting of these officers readily from staff to staff as 
basically qualified staff officers. 

Pigure Ih shows the structure of a typical Air Force Staff. Here 
again is seen the personal staff as utilized in the Army system. At the 
level of the Army general staff is found the Coordinating Staff, whose 
groups consists of A-I through A-l;, and permits the inclusion of others 
as required. Again below is found the special staff group, communications 
being one of this group. At times the Air Force includes commnications 
under operations. The Air Force organization resembles a more flexible 
system in its contour and pattern than does the Army due, apparently, to 
its similarity to the Navy's requirements for moulding its om task 
forces for particular situations. 

In summary then, we find that no Naval staffs are identical. The 
reason for this is that the missions and special circumstances, and the 
organizational concepts of the Commander, are seldom the same. Naval 
staffs, as pointed out, due to space, time, and operational considerations, 
to say nothing of the variability of missions and forces require flexi- 
bility. The Air Force has more or less the same flexibility in their 
staff concepts of organization, whereas the Army has a somewhat more rigid 


staff organizational pattern. 
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CHAPTER VII 


CONCLUSIONS 


The comuand and staff structure of the United States Navy is an 
adequate and efficient instrumentality for the managenent of vast com- 
plexes and aggragates such as modern fleets and shore establishments. 

The system provides for an organized division of labor which extends 
the individual capacities of the Commander, without violeting the prin~ 
ciple of “unity of comnaand". 

The naval staff structure which has emerzed through centuries of 
military steff evolution represents wniqueness in organizational patterns. 

The Navy's staff usage appears to exploit 411 well sstablished prin- 
ciples of management and organization, and achieves a high degree of 
efficiency in consideration of the problems that lie within the area, and 
the scope of application and sheer magnitude. 

Naval staffs are designed to meet the requirenents of various opera~ 
tional situations. Unlike the other services, the Navy does not have 4 
definite or dogmatic organizational plan for universal adoption. This 
allows the Commander to exploit his own ideas of organizational tech- 
niques, and to fit his staff more closely to the peculiar requirenents 
of his command. 

This organizational freedom has not produced a wide variation in 
representative naval staffs, rather a fairly standard pattern has emerged. 
This in effect reconciles the apparent paradox of flexibility versus 
standardization. 

The high degree of success and efficiency achieved in World War If 
and the Korean Incident attest to the over-all soundness of naval staff 


concepts. 
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APPENDIX A 
TWENTY#FIVE PRINCIPLES OF ORGANIZATION+ 


Operation and intelligence work requires centralization of authority 
and clear=cut allocation of responsibility. 


Supervisory officials cannot safely take anything for sranted in the 
alerting of subordinates. 


Any doubt that outposts should be given information should always be 
resolved in favor of supplying the information, 


The delegation of authority or the issuance of orders entails the 
duty of inspection to determine that the official mandate is proper- 
ly exercised. 


The implementation of official orders must be followed with closest 
supervision. 


The maintenance of alertness to responsibility must be insured 
through repetition. 


Complacency and procrastination are out of place where sudden and 
decisive action are of the essence. 


The coordination and the proper evaluation of intelligence in times 
of stress must be insured by continuity of service and centralization 
of responsibility in competent officials. 


The unapproachable or superior attitude of officials is fatal; there 
should never be any hesitancy in asking for clarification of instruc~ 
tions or in seeking advice on matters that are in doubt. 


There is no substitute for imagination and resourcefulness on the 
part of supervisory and intelligence officials. 


Commnications must be characterized by clarity, forthrightness, and 
appropriateness. 


There is great danger in careless paraphrasing of information re~ 
ceived, and every effort should be made to insure that the paraphras- 
ed material reflects the true meaning and sienificance of tha orisi- 
nal. 


I. These principles of organization were prepared by the 


Congressional Committee on the Investigation of the Pearl Harbor attack. 
Reprinted in the Naval War College publication Principles of Naval Staff 


Organization. pp. 29=30. 
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Procedures must be sufficiently flexible to meet the exigencies or 
unusual situations. 


Restriction of highly confidential information to a minimum number 
of officials, while often necessary, should not be carried to the 
point of prejudicing the work of the organization. 


There is a great danger of being blinded by the self evident. 


Officials should at all times give subordinates the beefit of 
information. 


An official who neglects to familiarize himself in detail with his 
organization should forfeit his responsibility. 


Failure can be avoided in the long run only by preparation for any 
eventuality. 


Officials, on & personal basis, should never countermand an official 
instruction. 


Personal or official jealousy will wreck any organization. 


Pergonal friendship, without more, should never be accepted in lieu 
of liason, or confused therewith, where the latter is necessary to 
the proper functioning of two or more agencies. 


No considerations should be permitted ag excuse for failure to per- 
form a fundamental task. 


Superiors must at all times keep their subordinates adequately 
informed and, conversely, subordinates should keep their superiors 
informed. 


The administrative organization of any establishment must be design 
ed to locate failures and to assess responsibility and authority. 


In a well balanced organization there is close correlation of re- 
sponsibility and authority. 
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APPENDIX B 
COMPLETED STAFF worxkt 


I. The doctrine of "completed staff work" is a doctrine of this 
office. 


2. “Completed Staff Work'' is the study of a problem, and presenta- 
tion of a solution, by a staff officer, in such a form that all that re- 
mains to be done on the part of the head of the staff division, or the 
commander, is to indicate his approval, or disapproval of the completed 
action. The words "completed action" are emphasized because the more 
difficult the problem is, the more the tendency is to present the prob- 
lem to the chief in piecemeal fashion. It is your duty as a staff officer 
to work out the details. Yeu should not consult your chief in the deter~ 
mination of those details, no matter how perplexing they may be. You 
may and should consult other staff officers. The product, whether it 
involves the pronouncement of a new policy or effects an established one, 
should, when presented to the chief for approval or disapproval, will be 
worked out in the finished forn. 


3. The impulse which often comes to the inexperienced staff offi- 
cer to ask the chief what to do recurs more often when the problem is 
difficult. It is accompanied by a feeling of mental frustration. It is 
so easy to ask the chief what to do, and it appears so easy for hin to 
answer. Resist that impulse. You will succumb to it only if you do not 
know your job. It is your job to advise the chief what to do, not to 
ask him what you ought to do. He needs answers, not questions. Your 
job is to study, write, restudy, and rewrite until you have evolved a 
single proposed action-=-the best one of all you have considered. Your 
chief merely approves or disapproves. 


h. Do not worry your chief with long explanations and memoranda. 
Writing a memorandum to your chief does not constitute completed staff 
work, but writing a memorandum for your chief to send to someone else 
does. Your views should be placed before him in finished form so that 
he can make them his views simply by signing his name. In most instances 
completed staff work results in a single document prepared for the signa- 
ture of the chief, without accompanying comment. If the proper result is 
reached, the chief will usually recognize it at once. If he wants con-~ 
ment or explanation, he will ask for it. 


5. The theory of completed staff work does not preclude a “rough 
draft" but the rough craft must not be a "half baked'' idea. It must be 
complete in every respect except that it lacks the requisite number of 
copies and needs to be neat. But a rough draft must not be used as an 
excuse for shifting to the chief the burden of formating the action. 


I. Promulgated by the Provost Marshall General for the direc-~ 
tion and guidance of the officers in his office and his service school. 
First printed in the Army-Navy-Air Force Journal in the issue of January 
+* 1942. —— of the article contained in the Journal, November 29, 
19 , Pe 36 (© 
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6. The "completed staff work'' theory may result in more work for 
the staff officer, but it results in more freedom for the chief. This 
is as it should be. Further it accomplishes two things: 


(a) The chief is protected from "half-baked" ideas, volu- 
minous memoranda, and immature oral presentations. 


(b) The staff officer who has a real idea to sell is en- 
abled to more readily find a market. 


7. When you have finished your "completed staff work" the final 
test is this: 


If you were the chief would you be willing to sign the paper 
you have prepared, and stake your professional reputation on its 
being right? 


If the answer is in the negative, take it back and work it over, 
because it is not yet "completed staff work". 


FOR THE PROVOST MARSHALL GENERAL: 


Archer L. Lereh 
Golonel JAGD 
Deputy Provost Marshall General 
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APPENDIX C 
EPITOME OF COMPLETED STAFF work? 


Gompleted Staff Work 


Study of a problem and presentation of its solution in such forn 
that only approval or disapproval of the completed action is required. 


I. 
2. 


6. 


Work out all details completely. 
Consult other staff officer's. 
Study, write, restudy, rewrite. 


Present a single, coordinate proposed action. Do not 
equivocate. 


De not present long memoranda or explanations. Correct 
solutions are usually recogizebie. 


Advise the chief what to do. Do not ask hin. 


If you were the chief, would you sign the paper you have prepared 
and thus stake your professional reputation on its being right? If not, 
take it back and work it over; it is not yet completed staff work. 


A 


I. Text of wall plaques appearing in many staff offices. 


ly a paraphrase of the Completed Staff Concept promulgated by 


the Provost Marshall General (Appendix B). 
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